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ABSTRACT 


publicagion presen 
identifying problems and setting objectives. A problem-solving 

process which can be used 16 many different situtations is presented. 
The process includes the following sequence: problem statement, goal 
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pact of the Small Town Strategy series, this 
os some of the more common techniques for 


statement: objectives, strategies, implementation pian, and 
evaluation. A specific example of how this process can be used forms 
the content. A worksheet, showing the elements of the planning 
Process in outline form, provides s brief working guide to the 
problem-solving process outlined in this publication. (NQA’ 
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ve of fhe reas! cifhcall Masks im 
auinmutty and organuahonal work 5s 
determina what shouted De dove wiho 
shout do iy, whet 1 should ee 
oomipleled, ana how important dog en 
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The Process 


AnExample 


Now 1's Lake a lOOk at a seNNific 
evamive of Now tus ocess can ne 
udedt Grand fueton, Oolonato, sa 
Tnwn of about 48.000 paoe ftis part 
@Y Mosa County, witen has a popula: 
Ron OF ADOT TO.000. Both the town and 
Ire county ate Yrowintg rapatty due to 
Shergy develooment maanty, and focal 

_governunents are faced with heavy 

“dfenands for capital improvements 
Howewet, Thane has nop deen much 
OOOMRaHON of capital projects be 
Nwden fhe political baxwes. Noone is 
Seti Ng SMONHES, BACH QroUp SOOHMS to 
De Gorn TIS Ove way Wathaut Cogsader. 
ation for wital Ihe otters ate doa 
Tra A ayers Are NOL Gelling Ihe most 
Services for their dailars : 

At fro uigeng of a private oiinens- 
QrOyp, th County comr#mssioners, the 
Grand damonon dityoounnd, and the 
oOuity Sooo! bdgad agived fo spend 
Mw hays workiteg fageoter wath an 
datsale frowditatdr fo try to davelan 
Some sokuhons. 
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1. Problem Statement 

To bags the prabemsotving 
process, the facditator fede brain- 
storming Session ard recorded the 
Ateas OF a lange newsonel pad, using 
fait pans. In bramstonmng, the dea 1s | 
10 Get Ss Many meas ep. an the 
MeWwSPNN ws pdssible. No crificism or 
NEgahve comments wre Biiowed at this 
Stage Later, you can oo back and 
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Some of the ideas the group in Grand 

ARNO HOM CANO Ud wilt: i 

1 Pubic does not recagme the nent | 
for CamNTal UNprovenents. 

1 Cantal projects get mega tive press. 

fecled Ofials Need fo agree an 

PLOTS: 

2 Ting of projects not canrdinated 

& EeCh officials AOL ungnous an 
Supt a capital projects: 

S23 Pmancial hinitakons 

<. All funding options not bei). 
@nplorend 

3 Lugal Consiramts DOCK Sota types 
of CoopNalon 


Then the grou idowed at thet ante 
BST Of Meas aN grouped simlay 
CONCANS att fabeled ham with 
numbers. At tus point the numbers 
had no pronty rating Some items 
were Dutinte mone than one catagory 
The tems qumbered 1" contained 
the informalion necessary to agin 
WHEN 8 Pratwem statement, ora 
harrahve descnpton of a pradlem 
Nunvoer 2 itams were uged far the 
Secon) pratiem statement, and so on 
(i! ne@cessary tor your purposes, the 
iheMs Tan be prontized at ts point) 
To write a probien statament, use 
the brainstarnming items ina para. 
“graph fo describe the pradiem. The 
first try will Da rough and will need 
revision. in Grand Junction, the group 
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worked it this way tor the fast prdatem 

Statemnery (Those marked "1". | 
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for Afasa Cowsiy. This 8 the rasuito! 
AsEachaly Coupled wath the 
cresnde Mouitent growth 


ALINS point ihe group hada number 
of separate sentences, each of which 
desonded a part of the problem. None 
of ham were entirely satistaatory, so 
the Group reviewed Some critena far 
defining a probtem : 


® Who experiences this asa problem? 


© What night happen if nothing were 
dene? . 7 


® Does tha prodiem fit the purpose of 
the organization? : 

® What is the purpase af the’ 
organization? : 

® How does the problam relate to the 
organization's purpase? 

® What's init for ma? 
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a mola iort waited Qadir rough Ate 
protien danditicatinn eayoence 
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* Wihal has happanted fo ape) the 
piatakarn 


Thats ite gig wae fedaly be Powis 
{he prattant atateen! and cant 
toe keane sentence After a tingle 
ut fewaaitin Rand ay wihal hey cate up 
wiih 
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This worth fohing here hal the group 
Tyypro wed potiGaadblhy with sorte prac 
tice 1{ of NOT take Nearly so long to 
wiite the Thu prdien statement aa i 
ch the hist Thats something you can 

vaxpect to happen With a late practice 
wilh the PracesS, yout Group will 
Improve rapidly . 

Writing the problem statement is 
thewnost ditficull part of this entire 
process His also the most critical Step 
because an incorrect dantitization of 
the problem can sew vou off in he 
wrong direction «ui tthe most 
COMMON errors IS MNiNg Up Solutions 
and symptoms For example. in regard 
to-one af the specitic capital improve- 
Ment projects, one af the county 
commissioners said, “The prabiein is 
that we need a naw human services 
building “* Wixp questioned, the 


2. Goal Statement 


After correctly dentitying the prob 
len and refining a single samence 


A goals a broad, general statement of 
what you want to accomplish, and (he 
Simplest way to write one 18 10 (urn (he. 
negative problem statement into a 
positive goal Statement Far the 
second group of problems, the Grand 
Junetion group wrote the following 
goal statement 


® Goal to establish an intergovern- 
mental board which will coordinate 
and priontize capital improvement 
projects = 


problem statement, tum if into a goal | 


3, Objectives 
The Text step ta hi anlatliah same 
yectves- -apaiiy, Wnely, ander: 
viable alalements of whal the grin 
wants IA aOCOnTpHEN AN abpeCliVe fot 
ihe Gaal mentored atwiwe MN fe 
© Witlen 4 weeets form fotay (00 dy 3 
qe dat hata ona Pogaity Ce 
aayhers, Gre sch tay, aod fsa 
a ety Sarid weed) Pea Bsa NY 
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4, Strategies 


You may, if fact, have a series ot” 
such objectives Under each at the 
OHectives are stratagiose-the activi: * 
ties which muat be undertaken (0 
reach the goal by carrying out the 
objective. The above objective might 
also raquire a saties of stratagivs 
~« By January 7, all ree political 

entities will approve a formal 

resolution Supporting {he cancept 
of the Capital investnanis advisery 
board 
~« Within two weeks of {he 
approval of the concept, each entity 
_wilappoint aiocal cifizen to siton 
the advisory board 


Th Maa ht ihe, apdat 
Ake brats aah) aoc y fy tkgeat ve 
Aye Dad a hal) pe ates hiv 


wil alagies aid ainsitye: gah) pila 
Tbe (te br ainehininyg feehnijus 
Tate and any many ways f6 dott 
yitut gual and several hada ate more 
lhely lapis an initials Wie 
Foy a lew mitaden thew onl podilical 
BA BOUTON TedlfiBe atid atietctet 
aly avd all alleinativer  * 

ha weighing alleraalive Coutaee 
Again HAC Oe! yous May wield i 
Ube a RPS aCiaianitakiitg Wood lok 
al (he phe and cote lisagite Hes 
alialegy under Conse dtOn as phak 
beliwean twa oppioping forcer Tren 
tial The heiping and hinderiny fear on 
ihe appiopriate atde When yin tiniet 
you Dave Raia contytetea bo look 
al and bade your decision on 

Theeoneided ity (he faasidility of adi 
aAlleimnalive aifateyy lak af ihe 
Teacuiven eddh would requite 1 
iestalion (o (dine thal ate available 
Rekouteen include both fangible 
Thitge like pataannel Money, equip 
meal and taciiien and imangible 
hAgS: like Hine Aaowledge shill, 
political influence preatige and 
anergy 


§. Implementation 
Plan 


Revstal igs (eed hi be coneid 
Hed de you Prepare lo inpPlemenl yous 
elialegies You will need i predat 
hal nap avlivilion and Nedded and 
Wwhal under hey ahauld cour Then 
HetsHTine 4 aohedule far Gompletry 
ibe adliviien ANT amRIgN Mapai 
ily 1 ROTHSOTS HF aol adlvily Vou 
Will aled need to paloulals what 
Terauic 6b will be Nese 

When canandering melt (et of 
alialegies, he Grand Junction grup 
oked al la 1eAOUfOeS and deaowhedl 
thal made Mate panes lo Hite a 
diraghor tot the capilal inveatmente 
advisory boatd (nan te anRign he 
Teeponaibilily lo exialing alatt win 
alteaiy had foo much pao Ther 
allalegy waa (0 Hire a full (ine diter-tor 
fi work wilh he capital nvestinants 
adviadiy boat, Ihe activities required 
lado (hat inehide 

Mepare 4 jab deseiptian for the 

dHector Tote competed by 

Pettruary 7, by a wardiny Gomntiifes 

“Oa posed af Mayor, Gouaty Gam 

DVRS, Se NAO! bod 1 MAMET, 

city Manager, edulty Manager, aint 

ach OY auperiaitendant 

Patatieh Airing prooedunes for 

aVETTSINY, INnfarviewiig, and selec 

ton provesa Tobe campleted by 
wordiag Committed by February | 

Obviously, hare will be more 
acliviliay which feed to be apelled out 
fo complete thal list, but you gat he 
idea 
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6. Evaluation © 


Theta th ane lier mdjar fant totes 
Conbidered as part ol itis mpjements 
has pian evaluati How will yon 
AoW Whelt you have ached the goal 
afd Objbutives you Belablialwd? What 
dala will yu need to Colles! along he 
way in onder ji thake ial judgment? 
Wihid will gathei ihe data, antl who will 
perp 1? Whi will Hake (he 
iisciaion hal you have nieed manhed 
(hie goal baked on Ihe evalualiin data 
pravided? 

Th Grand Janetian, the group agreed 
iy eel again i) a yeal (oO avaluala 
proghaas The dala would be collected 
by the director and yeritied by the 
Capllal iwestients adviaory boat 
This grup ileal will Make (he tinal 
HeSIRION 10 CORTES Ihe Progra or 
not at the and qf ihe tial yaar 
Hallalactory prograns will have beer 
Made during We lire} year it, jointly and 
separalaly, he lhree PoltiGal enlitian 
identity and prionize 4 countywide 
Capllal inprovements budget ani 
jointly fund al least two of Mose 
prayer ta 


ul .. * 


, 


t ‘ 
Fhaworkaheal pravidied hare shows 
ihe alamanta ot ihe planning pronees 
inaalling farm Hwill provide you with 4 : z 
briat working quide fa (he pronlen- 
aniving process Oublinad in this publica 
hon When completed, tha Grant 
duncan group's worksheet lacked 
(,  ReMATHING Tike Ihe One which fallow 


Problem statement: Problem alatement: 
Governmental entities have nal tally : 
identitied (heir iniividual and ihe 
Overall Gapital project needs nraugh 
oul the oouAtywide community 
These naeds which have beer as 
anihadhave nal been cord 
nated or prioritized amany the . ‘ 
agencies Allernative methods of -~ 4 
funding and reaRoumMe ulllization . 
vacliding parsarmal) have not bean : 
,, fully dantdiad by all agencies . ; 
s / 
Goal: ; Goal: 
Jo establal an inengavarnnunanal 
board which will coordinate did 
pHortse Capilalimprovemant 
projects. 


“Worksh 


Objective: *  Objactivd: , ‘: 
To prioritize and Cooperate on ; 
capital improvement plofacts Ona ; , . 
GOoUAT Wide baaIs : ae 


Strategien: fitvateglies: : ’ 
- Standardte ine capital improve: re i 
ment planning proces in terms of oe . peu 
format, data needs and collection, 4 
and timetable ‘ nee nica 3 ee ae 
_ oo Prapare and prioritize capital 
improvement plans for participating . 
antitlas using agreed-upon format » Se ee ie ioe ace ae eaty ; 
--« Prepare a countywide capital im- a 
provament plan using individual _ IE Ey pg ee 
plang and based on such factors ag ne ne CNN Tr mer er me 
available local resources, joint i 

funding and other cooperative local & Beha . jatar egies Ley eesigy Saran cea peee , OP TTTT Tr TTParIrTaryrrerrrreTreTriiaitriit ir ty, : 
options, outside financing, timing, ' seeks 
prdothorpeninentagencios and a ‘uous tnctsiideiacemnsdetentonen 
constraints, wets of ceasing fae Seecetean wicca as lindane temas aresaneneeaelss sapidasaslapesagssaeviaee 
-mApprove countywide capital improve: —, 

mont plan and recommond to udedeesjieas sanyveusies 888: ¥ i ; ‘ : 

appropriate political entities for betes ete edie ; 

approval and implementation. Sided ecuibinndigetesn eels ee peat ean eS ee ere 
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Evaluation: 


“ — tmplomentation plan: @ 


“Autharite 1 year inal pariod School 
Oraine 61, Grand Junction Cay 
Council, anid Mase Counly Commis 
gioners will inillale by formal 
resolution ofeach antiy in Febru 
ary, 1080 

Funding tor fal year will be snared 
by Senool District §1, Grand 
Junction City Gouri, and Masa 
County CGommiasionars (o initiate 


he program This willbe supple 


manied by new mambers and by 
gulslde funding sources as they 
davelop 
Selec! an advisory board Sonsiat 
is nt 
~<Md Stall megibers, one ine 
by each ahiat administrator ot 
‘Intlating bodies. 
Gf agled oflicialg, 1 anornee 
by each aniity 
- Jeizans, recommended by 
other board mambers and jointly 
afirmed by alactad olficlals 
~~ f parson trom city-counly plan 
ning otlicé, appointed by mayor 
And chairmanatcounty commis: 
sloners, (0 serve in ax olliaio 
Capacity 
Egtablian initial t-year terms of 
otfita, (ogo to staggered laying if 
board 1s deemed suecesotul atend 
of t-year tral period. 
Recruit and select a full-time 
dlractor to carry out he activities 
required to reach the goal, Dirac: 
tor’s salary (0 be sat at $21,000. 
$24,000. Oflice space and secre: 
lary t¢ So shared with Downtown 
Davolopmant Authority to minimize 
Initlatcost: 172 sacratary @ $6,000, 
$300/month rari, $2,500 equipment 
and supplies 


oe 


Evaluate performance of organiza: 
flon atend of 1 year and recom: 
mond continuation, dissolution, or 
continuation with modification, 
based on how woll the established 
goals, objectives, strategies, and 
timotablos were moet. 
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implementation plan: 


i 


Evaluation: 


The distinction between Ihe proc- 
655 and Ihe Content Gf the procedure 


for Wantitying Qroblems and selting ~ 


Objectives is an important one be: 
Cause the process has many applica- 
Hons. Individuals and organizations 
who cen identify their problems can 
usually bring about appropriate solu. 
ions. Often, the ability tg identify a 
pronem will (sad to substantial 
progress toward goals 
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